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 Executive Summary 1

 
 
Strategic planning is a management practice widely used by successful organizations. It improves 
performance, enables goal achievement, and is used by organizations ranging from small work units to 
major multinational corporations. Strategic planning helps you figure out where you are today, where 
you want to be in the future, and what steps are needed to get you there. This guidebook offers 
guidance, techniques, and tips for creating a strategic plan and provides additional resources that can be 
called upon for further information. 
 
The guidebook is organized into chapters that correspond to the arrow graphic at the bottom of each 
page. You can quickly see where you are in the document by noting which arrow is highlighted. The 
guidebook is best used as an online resource, as there are numerous external links and references 
throughout. However, it is formatted for printing if that is preferred. 
 
There were many individuals that have reviewed and offered edits, comments, and encouragement 
throughout the development of this guidebook. In particular, thanks are due to Michael Jacobson and 
Lisa Voight. Additionally, significant content in this guidebook was originally created by the consulting 
firm hΩ.ǊƛŜƴ ϧ /ƻmpany, notably Andrea Lewis and Justus Stewart, and I would like to acknowledge 
their contributions and perseverance in this endeavor. 
 
If you have any suggestions for improving the content of this guidebook, please let me know.    
 
I hope you are able to use this resource and I wish you success on achieving your strategic goals! 
 
 
Van Badzik 
King County Office of Performance, Strategy, and Budget 
401 5th Avenue, Suite 810, Seattle, WA 98104 
206.263.9709 
 
 
 
 
  
 
 
 

  

ȰIf you fail to plan, you are planning to fail Ȣȱ  
 

ɀ attributed to Benjamin Franklin  

http://www.kingcounty.gov/exec/PSB.aspx
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 Overview 2

What is a Strategic Plan? This section gives a brief overview of the key principles involved and how to 
use this guidebook.  

 Introduction  2.1

The King County Strategic Plan established this vision:   
 

King County: a diverse and dynamic community with a healthy economy and 
environment where all people, businesses, and organizations have the 

opportunity to thrive. 

 
How is such a vision developed and how will it be achieved? What are the steps along the path to this 
destinationτa community where everyone can thrive? What do we need to do bring about 
transformational change in the way we do our work and how do we solve complex problems? What 
tools and practices are available? 
 
This document is intended to help answer those questions. It hƻǳǎŜǎ YƛƴƎ /ƻǳƴǘȅΩǎ ōŜǎǘ ǇǊŀŎǘƛŎŜǎΣ 
techniques, resources, and recommendations to conduct strategic planning. 
 

 
Strategic Planning is a άdeliberative, disciplined effort to produce fundamental decisions and actions 
that shape and guide what an organization (or other entity) ƛǎΣ ǿƘŀǘ ƛǘ ŘƻŜǎΣ ŀƴŘ ǿƘȅ ƛǘ ŘƻŜǎ ƛǘΦέ (Bryson, 
2011)  Strategic Planning helps an organization determine where they are now, where they would like to 
be some time in the future, and how to get there. Usually, strategic planning is conducted to develop 
long-range goals and strategies, for example 5 ς 10 years in the future.  

 Context 2.2

 
Planning is one component of a larger Plan-Do-Check-Adjust 
(PDCA) cycle, which is an iterative four-step performance 
management method used in the continuous improvement of 
processes and products. The continuous cycle emphasizes 
that after the plan is completed and implemented, the 
original plan will likely need to be modified based on what is 
happening. (See figure 2-1)   
  

 

Ȱ9ÏÕ ÃÁÎȭÔ ÓÏÌÖÅ ÐÒÏÂÌÅÍÓ ×ÉÔÈ Ôhe same thinking that created those 
ÐÒÏÂÌÅÍÓȢȱ  

ɀ Albert Einstein  

Figure 2-1    Plan-Do-Check-Adjust cycle 
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Strategic Planning is specifically 
identified as a distinct component in 
the King County Management 
Model, which itself is a form of a 
PDCA continuous improvement 
cycle. 
 
 
 
 
 

 
 

 The ABCs of Strategic Planning  2.3

 
John Bryson summarizes 
what strategic planning is 
about in Figure 2-3 
(Bryson, 2011). Circle A 
represents where your 
organization is today, 
Circle B depicts where the 
organization wants to get, 
and Circle C is figuring out 
how to get there. Leaders, 
managers, staff, and 
stakeholders of the 
organization participate in 
developing A, B, and C as 
they formulate, resolve, 
and clarify their strategic 
plan. This guidebook will 
provide many details and 
options that can be used 
to help plan and get you 
from A to B using C.    
 

Strategic 
Planning 

Resource 
Allocation 

Performance 
Evaluation 

Implementation 
Line of Business 

Planning 

Figure 2-2    King County Management Model 

Figure 2-3   .ǊȅǎƻƴΩǎ !./ǎ ƻŦ {ǘǊŀǘŜƎƛŎ tƭŀƴƴƛƴƎ   
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 Levels of Strategic Planning  2.4

King County conducts strategic planning at many different levels: 
 
¶ County-wide strategic planning ς The King County Strategic Plan (KCSP) is a key component of the 

King County Management Model.  It embodies the priorities of the residents of King County and the 
values of the elected officials in the King County government. More information about the KCSP can 
be found at the website: http://www.kingcounty.gov/exec/PSB/CountyStratPlan.aspx.        

¶ Cross functional strategic planning ς Conducted by a coordinated team made of multiple 
departments or agencies within King County or with outside partners to solve complex challenges. 
These may be designated as ά{ǘǊŀǘŜƎƛŎ LƴƴƻǾŀǘƛƻƴ tǊƛƻǊƛǘƛŜǎέ ƻǊ {LtǎΦ {Lt ǇƭŀƴƴƛƴƎ ǳǎŜs the same 
tools and techniques provided in this guide. For more information about SIPs, please see Appendix A 
- Strategic Innovation Priorities 

¶ Line of Business planning ς These significant planning efforts that occur within a specific Line of 
Business (LoB) are standardized and specifically formatted strategic plans. They are based on a ten-
year future forecast of revenue and capacity and are designed to identify problems, analyze 
alternatives, and develop solutions that improve the delivery of county services and products. The 
Office of Performance, Strategy, and Budget supports the LoB planning process. More information 
about the process can be found on the King County internal SharePoint site:  www.tinyurl.com/kclob 

¶ Other strategic planning efforts ς Various county organizations ς agencies, departments, divisions, 
and work units - may use a strategic planning process to determine their current environment, 
create shared goals for the future, generate strategies to help close the gaps, and develop an 
implementation plan to manage the process and ensure success. They are usually found on the web 
pages of the agencies or departments. 

 How to Use this Guide 2.5

This guide is meant to provide an overview of strategic planning and some common tips, tools, and 
techniques for developing and implementing a strategic plan. If you are the sponsor of a strategic plan, a 
project manager tasked to lead the planning process, or a member of a team that is conducting strategic 
planning, you should review and use those parts that you find helpful. There are additional references 
cited in this guide book that provide more in-depth material and background on various aspects of the 
strategic planning process if you need to delve into the process more thoroughly.  
 
This guide is a companion to the ŎƻǳǊǎŜΣ άIntroduction to Strategic Planningέ ǘŀǳƎƘǘ ōȅ ǎǘŀŦŦ ŦǊƻƳ ǘƘŜ 
Office of Performance, Strategy, and Budget. The course is offered quarterly through King County 
Learning and Development and is free for county employees.  It is also offered for County Partners 
through the Training and Development Institute. 
 
This guide does not attempt to provide a prescriptive pathway for άhow to create the perfect strategic 
planέ. Each strategic plan will have a different set of challenges and opportunities, and each team will 
bring a different set of perspectives, expertise, and familiarity with strategic planning to the process.  
Leverage what your leadership, team and support system bring to the table, and look to this guide to 
accelerate and improve the process. 

http://www.kingcounty.gov/exec/PSB/CountyStratPlan.aspx
http://www.tinyurl.com/kclob
http://www.kingcounty.gov/audience/employees/learning-development.aspx
http://www.kingcounty.gov/audience/employees/learning-development.aspx
http://www.trainingdevelopmentinstitute.org/
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 Key resources 2.6

There are several resources and tools that compliment this guidance, and may prove useful in 
developing your strategic plan. These include:  

¶ The current version of the King County Strategic Plan, which provides the high level vision, mission, 
goals and objectives for the County government and its agencies. 

¶ YƛƴƎ /ƻǳƴǘȅΩǎ 9ǉǳƛǘȅ ŀƴŘ {ƻŎƛŀƭ WǳǎǘƛŎŜ LƴƛǘƛŀǘƛǾŜ ό9{WL) is referenced throughout the guide. The 
principles underpinning this initiative are of utmost importance for strategic planning, as are the 
tools and resources that have been developed to support active implementation and consideration 
of equity and social justice issues in King County decision making. 

¶ Various tools and resources are available at the ESJ Tools and Resources section of the ESJ website 
that will help assess the ESJ impact on the communities we serve. The Community Engagement 
toolkit is very important to consider when doing public engagement work as part of a strategic plan.  

¶ Other strategic planning references, resources, and templates are cited throughout this guidebook 
and are included in Appendix B - Resources.  

  

http://www.kingcounty.gov/exec/PSB/StrategicPlan/CountyStratPlan.aspx
http://www.kingcounty.gov/elected/executive/equity-social-justice.aspx
http://www.kingcounty.gov/elected/executive/equity-social-justice/tools-resources.aspx


11 

 

 

King County Strategic Planning Guidebook 

 Strategic Planning Process 3
This chapter will provide some tips, techniques, and best practices for developing a strategic plan. 
Although each strategic planning process will be different, they should be modeled on proven 
techniques and methods. Some of the key steps of a strategic planning process include: 
 

¶ Drafting a Charter 

¶ Planning team setup and management 

¶ An environmental scan, including stakeholder and customer outreach and engagement 

¶ Analysis of current conditions, ESJ impacts, and best practices 

¶ Identifying and prioritizing outcomes, goals, measures, and strategies 

¶ Plan development  

¶ Plan approval and communication   

 Strategic Plan Charters  3.1

A strategic planning process is a temporary endeavor (it has a start and end date) that is undertaken to 
create a unique result ς an organizational strategic plan or one that will address and solve a specific 
problem area. This means that the strategic planning process is a project. And well managed projects 
require a plan. They should also have a charter that is approved by the sponsor as part the early phases 
of the strategic planning process.  A charter is a formal document that gives authorization for the 
strategic planning process and outlines major components of the work, including appointing a strategic 
plan sponsor and a project manager to manage the work.  A ά¢ƛǇ {ƘŜŜǘέ ŀƴŘ ŀƴ example of a strategic 
plan charter are found in Appendix B. 

 Planning Team Setup and Management 3.2

Success often hinges on the people behind the process. A successful strategic planning process will 
require the engagement and participation of a great team. This section provides guidance and resources 
for building that great team, including key considerations for team structure and team management.  
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3.2.1 Team Structure 

Consider the following roles in developing your team, which may need to be adapted to meet your 
needs.  
 
 

 
Figure 3-1    Strategic Plan Team Structure Example 

Every strategic plan ƛǎ ŘƛŦŦŜǊŜƴǘΣ ŀƴŘ ǎƻ ǘƘŜǊŜ ƛǎ ƴƻ ǊŜǉǳƛǊŜŘ ΨǘŜƳǇƭŀǘŜΩ ŦƻǊ ǎŜǘǘƛƴƎ ǳǇ ǘƘe best team. 
However, there are a number of key questions to consider during the team building process. In 
Appendix BΣ ǿŜΩǾŜ ƛƴŎƭǳŘŜŘ ŀ /ƘŜŎƪƭƛǎǘ  ǿƛǘƘ ǎƻƳŜ ƻŦ ǘƘŜ YŜȅ /ƻƴǎƛŘŜǊŀǘƛƻƴǎ ǿƘŜƴ ŎƘƻƻǎƛƴƎ ǘƘŜ tǊƻƧŜŎǘ 
Manager and the Core Team members.   
 
As with each step in the process, ensuring alignment with the Equity and Social Justice (ESJ) Initiative 
should be considered when establishing a team, and particularly when considering how various 
stakeholder groups are involved in the planning process. 

3.2.2 Responsibilities 

Everyone involved with the Strategic Planning process has unique roles and responsibilities. It is vital 
that these responsibilities be understood and that people are accountable to fulfilling their obligations. 
In Appendix B, you will find a Tip Sheet with some guidance for the various members of the planning 
process team.      
 

3.2.3 Team Management  

After decisions are made about team membership, it will require active management to keep on track, 
especially within the more complex scope of strategic planning. Clear communication and well-defined 
expectations are crucial to success. Understanding and agreeing ahead of time what ground rules the 
team will follow and how communications will be handled critical to success. These considerations 

Knowledgeable acilitators for 
internal and external 

engagement  

Working or advisory groups  
to assist at key milestones 

Core team members with 
cross-functional technical 

expertise 

Project manager may be 
external consultant or 

internal  staff 

Sponsors are charged with 
ensuring success 

Sponsor(s) 

Lead/PM 

Internal Staff 

County Staff 

Facilitator 

External 
Stakeholders 

Technical 
Experts 

Facilitator 

Other 
Stakeholders 

http://www.kingcounty.gov/exec/equity.aspx
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should factor into what kinds of communications methodologies and protocols are established for the 
team. You may wish to consider developing a Responsibility Assignment Matrix to help guide 
communication protocols. A widely used model is the RACI matrix (Responsible, Accountable, Consulted, 
and Informed) which is described at this link. A template of a RACI matrix can be found in Appendix B.     

 'ÅÔÔÉÎÇ 3ÔÁÒÔÅÄȡ Ȱ0ÌÁÎÎÉÎÇ ÔÏ 0ÌÁÎȱ 3.3

The development of a strategic plan is a complex undertaking. Like any complex project, advance 
planning will offer a firm first foothold to success. This section addresses some foundational elements 
that strategic planning teams may find useful in planning and managing their work.  

3.3.1 Project Management 

Because the development of a strategic plan is a temporary endeavor to create a unique product, it is by 
definition a project. As part of the planning phase, the strategic plan lead should address several 
fundamental elements of project management to help the team achieve their objectives, such as scope 
definition and management, communication management, change management, schedule, etc. A basic 
knowledge and use of project management fundamentals is critical to the success of the strategic 
planning process. This can be gained through on-line or class room instruction or experience working on 
similar large-scale projects. A Tip Sheet with some project management considerations when conducting 
a strategic planning process is included in Appendix B.   

3.3.2 Process Design  

The strategic planning process defines the strategies the strategic plan team will use and how they will 
implement them to get to the final objective of developing a strategic plan. Designing and planning that 
process takes time, resources and the right set of skills, and may be an iterative process.  An advisory 
group ƻǊ ά5ŜǎƛƎƴ ¢ŜŀƳέ can be established to provide feedback to the core team on the design of the 
strategic planning process. Ideally, this group would have a sound understanding of the organization or 
the issue area itself, along with strategic and organizational planning skills. Because the process itself 
may evolve over time, the group should be engaged throughout the strategic planning process so that 
they can proactively look ahead to where the planned process may need to evolve.  

3.3.3 Establish guiding principles for the process 

Similar to how setting ground rules early on will improve and enhance team performance, setting 
guiding principles for the work at hand will help keep the group focused on what matters and is 
meaningful, both in terms of process and the resulting product. Guiding principles can be established for 
the entire body of work to be performed (and in some cases included in the development of ground 
rules), or be developed for discrete portions of the work.  
  
For example, in the Homeless Youth and Young Adult Initiative, guiding principles were set during the 
ŘŜǾŜƭƻǇƳŜƴǘ ƻŦ ǘƘŜ ƛƴƛǘƛŀǘƛǾŜΩǎ ƭƻƎƛŎ ƳƻŘŜƭΣ ŀǎ ŀ ŎŀƭƛōǊŀǘƛƻn tool for the work being done to guide the 
development of the model, but also as a reference for the work that would follow.  

 Developing the Plan 3.4

If you have been successful in establishing a good planning team and have established a good strategic 
planning process, you are well on the way to developing the strategic plan. The next sections discuss 
what components are typically found in a strategic plan and how they are developed.   

http://www.brighthubpm.com/templates-forms/53552-constructing-a-raci-matrix/


  

  

14 

King County Strategic Planning Guidebook 

  



15 

 

 

King County Strategic Planning Guidebook 

** Tip **  
 

× Good data is important and can go a long 
way in presenting why an issue is 
important, but stories can make that data 
go even further. Tell a real story to show 
what the issue at hand really means to 
people in our region. Stories about us, our 
place, and our culture will resonate more 
than walls of data and numbers, especially 
for issues that have future impacts that 
may seem too far off to really think about, 
or too big to tackle.  

 Components of a Strategic Plan 4

A good strategic plan will result from developing and carrying out a good planning process and will also 
provide a solid foundation for implementing that plan. This section focuses primarily on the kind of 
content and information that would typically be included in a strategic plan. There is no specified 
template that must be used ς it will be up to the planning team to create a plan will get through the 
approval process and ultimately be useful as the plans recommendations are implemented. 
 

 Current and Historical Context 4.1

!ƴǎǿŜǊǎ ǘƘŜ ǉǳŜǎǘƛƻƴΥ ά²Ƙŀǘ are the issues and problems facedΣ ŀƴŘ ǿƘȅ ŘƻŜǎ ƛǘ ƳŀǘǘŜǊΚέ 
 
Evaluate and summarize existing King County 
services and best practices for delivering the 
service being analyzed. Following the planning 
process, you should be able to articulate the 
current state of the core issue, and identify not 
only symptoms of the issue but root causes. 
Summarize past efforts (if they exist), how they 
contribute to the solution and where they may 
not be adequate.  
 
Opportunity for Transformative Change 
Identify the leverage points identified through 
the planning process to produce transformative 
change, and the urgency surrounding the 
opportunity, in other words, why now as well as 
ǿƘȅ ǿŜ ŎŀƴΩǘ ǿŀƛǘΦ 

 Strategic Plan Development Process 4.2

!ƴǎǿŜǊǎ ǘƘŜ ǉǳŜǎǘƛƻƴΥ  άIƻǿ ǿŀǎ ǘƘƛǎ Ǉƭŀƴ ŘŜǾŜƭƻǇŜŘΚέ 
 
Background 
Describe the work that led up to the designation as a strategic plan. This background is important to 
show both the support and buy-in of leadership, the community, ESJ impacted groups, and other key 
stakeholders to the planning process and plan itself.  
 
Planning Process 
Provide an overview of the methodology and approach behind the creation of the strategic plan. 
Transparency is critical for garnering support once the plan is launched. It will also help maintain the 
Ǉƭŀƴ ŀǎ ŀ ƭƛǾƛƴƎ ŘƻŎǳƳŜƴǘΦ ¢ƘŜ ƘƛǎǘƻǊȅ ōŜƘƛƴŘ ǘƘŜ Ǉƭŀƴ όǘƘƛƴƪ ΨǿƘƻΣ ǿƘŀǘΣ ǿƘȅΣ ŀƴŘ ƘƻǿΩύ ǿƛƭƭ ƘŜƭǇ ǘƘƻǎŜ 
charged with implementation who may need to revisit the process to update and take the plan even 
further. 
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** Tip **  
 
× The vision should to be an integral and an 

authentic product of the planning process. 
While research of how similar issues were 
resolved in other parts of the country 
offer insight to what could be, rarely will 
they be so fully replicable that they can 
become your vision.  

× Carry any real life stories from the 
problem statement through to show how 
this vision will impact that story.  

 Mission Statement 4.3

!ƴǎǿŜǊǎ ǘƘŜ ǉǳŜǎǘƛƻƴΥ ά²Ƙŀǘ does our organization doΚέ 
 
If you are developing a strategic plan to help guide your organization, it will usually include the mission 
statement for the organization. A mission statement defines who you are, your products and services, 
your customers and your overall strengths. Good mission statements are straightforward and meant to 
be enduring. Everyone in the organization should understand the mission, and know what part they play 
in accomplishing the mission.  
 
Mission statements assist with decision making in the organization. It defines what the organization will 
do and what do ς the scope of their business model.  
 
Mission statements should contain two elements (Allison & Kaye, 2005): 
 

¶ Business ς Describes what the organization does  
o Primary methods (programs/services) used by the organization to achieve its purpose 
o Frequently includes a description of the customer 

¶ Purpose ς Describes the ultimate result the organization is trying to achieve 
o !ƴǎǿŜǊǎ ǘƘŜ ǉǳŜǎǘƛƻƴ ά²Ƙȅ ŘƻŜǎ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴ ŜȄƛǎǘΚέ 

 Vision and Desired Outcomes 4.4

Answers the questiƻƴΥ ά²Ƙŀǘ ŀǊŜ ǿŜ ǘǊȅƛƴƎ ǘƻ ŀŎƘƛŜǾŜ ǿƛǘƘ ǘƘƛǎ strategic planΚέ 
 

Vision 
 A brief description of desired future state. In short, 
ΨǿƘŀǘ ŎƻǳƭŘ ōŜΩΚ  ¢ƘŜ Ǿƛǎƛƻƴ ƛǎ ǳǎŜŘ ŀǎ ŀ ōŜŀŎƻƴΣ 
and all efforts in the plan should support attaining 
the vision. The vision should be clear and 
compelling, creating a common understanding of 
what the plan is working towards and why that 
vision is worth the effort.  
 
Goals 
Outcome-oriented goals describe a desired future 
condition that contributes to the shaping of the 
overarching vision. They may represent key 
milestones along the way to attaining the full 
vision. 

 
 
Guiding Principles 
!ƭǎƻ ƪƴƻǿƴ ŀǎ άǾŀƭǳŜǎΣέ DǳƛŘƛƴƎ tǊƛƴŎƛǇƭŜǎ ŘŜǎŎǊƛōŜ ǿƘŀǘ ŀƴ ƻǊƎŀƴƛȊŀǘƛƻƴ ƛǎ ǿƛƭƭƛƴƎΣ ŀƴŘ ƴƻǘ ǿƛƭƭƛƴƎΣ ǘƻ Řƻ 
in support of its customers. They identify how the organization carries out their mission while they are 
working towards their vision. Framing the plan with the guiding principles helps to introduce the suite of 
strategies, and keep the intent of each present.  
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** Tip **  
 
× As you develop and consider what measures 

to use, try to keep it to a manageable and 
explainable set. Too many measures can 
dilute the message on what actions should be 
prioritized. 

Objectives 
Objectives are the set of measureable outcomes that represent progress towards the goal ς and 
ultimately, they define what success looks like. Objectives help substantiate progress towards the goals, 
and are more specific and focused in nature. Multiple objectives may be developed for a goal, and 
ƻōƧŜŎǘƛǾŜǎ Ŏŀƴ ōŜ ǎǳǇǇƻǊǘƛǾŜ ƻŦ ƳǳƭǘƛǇƭŜ ƎƻŀƭǎΦ ¢ƘŜȅ ŀǊŜ Ƴƻǎǘ ŜŦŦŜŎǘƛǾŜ ǿƘŜƴ ǘƘŜȅ Ŧƻƭƭƻǿ ǘƘŜ ά{a!w¢έ 
guidelines, meaning objectives should be: 
 

 
Figure 4-1   "SMART" Objectives 

 

 Equity and Social Justice (ESJ) Alignment 4.5

!ƴǎǿŜǊǎ ǘƘŜ ǉǳŜǎǘƛƻƴΥ άIƻǿ ǿƛƭƭ ƛƳǇƭŜƳŜƴǘƛƴƎ ǘƘƛǎ ǎǘǊŀǘŜƎƛŎ Ǉƭŀƴ ƛƳǇǊƻǾŜ Ŝǉǳƛǘȅ ƛƴ YƛƴƎ /ƻǳƴǘȅΚέ 
 
¢ƘŜ ŎƻǳƴǘȅΩǎ CŀƛǊ ŀƴŘ Wǳǎǘ ƻǊŘƛƴŀƴŎŜ ƛǎ ƛƴŎƻǊǇƻǊŀǘŜŘ ƛƴǘƻ ŀƭƭ ƻŦ ƻǳǊ ǿƻǊƪ ŀǘ YƛƴƎ /ƻǳƴǘȅΦ Lǘ ƛǎ ƛƳǇŜǊŀǘƛǾŜ 
that strategic plans specifically consider and include strategies which will improve the equitable 
outcomes for all those in living the communities we serve. A further explanation of the how to review 
ESJ impacts and gather important stakeholder information can be found in Section 5.4. 

 Measuring Success 4.6

!ƴǎǿŜǊǎ ǘƘŜ ǉǳŜǎǘƛƻƴΥ άIƻǿ ǿƛƭƭ ǿŜ ŘŜǘŜǊƳƛƴŜ ǿƘŜǘƘŜǊ 
ƻǳǊ ŜŦŦƻǊǘǎ ŀǊŜ ǎǳŎŎŜŜŘƛƴƎΚέ 
 
Measures of Success 
The plan needs to define what success looks like, and what 
those critical success factors are, to help calibrate the 

ωObjectives need to be clear and specific about what is 
expected, why it is important, who needs to be involved and so 
on 

S: Specific 

ωObjectives need to include criteria to measure its progress 
toward success (Discussed more fully in Section 4.5)   M: Measurable 

ωObjectives need to be realistic and attainable. Stretch goals are 
good to push the organization to change, but if people cannot 
see ever achieving success, it makes it more likely to fail. 

A: Attainable 

ωObjectives need to be relevant towards achieving the goal and 
vision. Is it necessary?  R: Relevant 

ωObjectives need to be time-bound, with at least the first 
milestone established. This helps define success and ensures 
commitment 

T: Time-bound 
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ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ ǘŜŀƳ ǘƻǿŀǊŘǎ ǿƘŀǘΩǎ ǊŜŀƭƭȅ ƛƳǇƻǊǘŀƴǘ ŀƴŘ ǿƘŀǘ ƳŀǘǘŜǊǎΦ  
 
Benchmarking 
Benchmarks are established performance thresholds against which progress can be evaluated. 
Benchmarks typically represent best practices from a comparable scenario (whether that be a 
comparable county, municipality, or even industry).  
 
 

Ȱ(Ï×ÅÖÅÒ ÂÅÁÕÔÉÆÕÌ ÔÈÅ ÓÔÒÁÔÅÇÙȟ ÙÏÕ ÓÈÏÕÌÄ ÏÃÃÁÓÉÏÎÁÌÌÙ ÌÏÏË ÁÔ ÔÈÅ ÒÅÓÕÌÔÓȢȱ  
ɀ Winston Churchill 

 

 Strategies that achieve the outcomes 4.7

Answers the ǉǳŜǎǘƛƻƴΥ ά²Ƙŀǘ ŀǊŜ ǿŜ ǇƭŀƴƴƛƴƎ ǘƻ Řƻ ǘƻ ŀŎƘƛŜǾŜ ǘƘŜ ǾƛǎƛƻƴΚέ 
 
Strategies 
A strategic plan will typically have several strategies that direct the work of achieving strategic plan goals 
and overall vision. Individually, strategies are a way to group and direct discrete actions. Together, they 
work towards achieving all aspects of that vision.  
 
Strategies should maximize the strengths and opportunities, and minimize the weaknesses and threats 
identified during the planning process.  
 
Examples of strategic groupings could include: 

¶ Leverage existing efforts    

¶ Create (or avoid) system interventions or disruptions 

¶ Build or redefine relationships and partnerships 

¶ tƻǎƛǘƛƻƴƛƴƎ ƻǊ ǊŜǇƻǎƛǘƛƻƴƛƴƎ ƻŦ ŀƴ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǊƻƭŜ   

¶ Changing or restructuring organizational or operational efforts or culture 

¶ Building internal or external capacity around the strategic plan 
 
Actions  
Actions are the activities or interventions needed to achieve objectives and outcomes, ultimately 
working towards achieving the goals and vision. Actions are typically organized or grouped within the set 
of strategies outlined, and are more detailed in nature. Actions are the level where identifying necessary 
resources and scheduling will likely be the most accurate.        
 

"If you are planning for one year, grow rice. If you are planning for 20 years grow trees. If you are 
planning for centuries, grow [people]."  
ɀ Chinese Proverb 

 

 Implementation and Action Plans 4.8

!ƴǎǿŜǊǎ ǘƘŜ ǉǳŜǎǘƛƻƴΥ άHow are we going to get this doneΚέ 
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The purpose of strategic planning is not just to produce a strategic plan. However, many well-
intentioned and noteworthy strategic planning efforts have resulted in an impressive plan that ends up 
sitting on the shelf gathering dust, while the organization fails to implement any of the recommended 
changes or achieve their goals. To be successful requires a broad implementation plan and a more 
detailed action plan that delineates who is responsible for doing what and when. During the planning 
process, the team will need to consider how the plan will be implemented and include this as part of the 
final document produced. More information about implementation is found in chapter 7 on 
Implementation.  
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 Environmental Scan 5

 άWhat and Why before Howέ is a good shorthand for the Environmental Scan.  If your team finds itself 
ƛƳƳŜŘƛŀǘŜƭȅ ƳŀǊŎƘƛƴƎ Řƻǿƴ ǘƘŜ ǇŀǘƘ ƻŦ ǇǊƻǇƻǎƛƴƎ ǎƻƭǳǘƛƻƴǎ ŦƻǊ ŀ ǇǊƻōƭŜƳΣ ƛǘΩǎ ŀ ƎƻƻŘ ǘƛƳŜ ǘƻ ǎǘŜǇ ōŀŎƪ 
and make sure you fully understand what the problem is ς and then fully understand why ƛǘΩs a 
challenge, why ŎǳǊǊŜƴǘ ŜŦŦƻǊǘǎ ŀǊŜƴΩǘ ǎǳŦŦƛŎƛŜƴǘΣ and why it could have significant impact if tackled.  
 
The environmental scan is the crucially important first stage of the process. It allows the team to gather 
information about the larger context in which the strategic planning process takes place. This should 
include ŜǾŜǊȅǘƘƛƴƎ ŦǊƻƳ ǊŜǎŜŀǊŎƘƛƴƎ ǇǊŜǾƛƻǳǎ ǎƛƳƛƭŀǊ ŜŦŦƻǊǘǎ ǘƻ ŎŀǘŀƭƻƎǳƛƴƎ ǘƘŜ ǘŜŀƳΩǎ ŜȄǇŜǊǘƛǎŜ ŀƴŘ 
available resources to identifying and confirming stakeholder needs. This is a necessary first step for the 
team to truly understand and come to agreement on the goals and outcomes of the planning process, 
and can help illuminate key questions such as who the plan is intended to serve and how best to 
structure the planning process.  
 
Often, the end goal of the discovery process will be a much clearer understanding of άǿƘŀǘέ the 
strategic team can focus their planning process around ς the boundaries of what the strategic plan will 
address and the requirements for the strategic plan itself to be accepted by all the stakeholders. 

  

 Evaluation of Existing King County Services and Best Practices 5.1

In orders to achieve transformative change, you must know where you are starting from. What are the 
services currently being delivered and why is a change needed? Are the services too expensive given 
budget constraints? Are the services not used by our customers, or are they not satisfied with what is 
being delivered? What are other counties or municipalities doing differently that results in better 
outcomes? 
 
Many of these questions will require data gathering and research. Work with stakeholder agencies to 
assemble applicable performance measures for the services and products being delivered including cost, 
quality, and timeliness of delivery. Gather results from past customer feedback surveys and community 
engagement efforts to find out what your customers think about the services being delivered. 
Determine if there are any established benchmarks for these measures and indicate where King County 
is performing in comparison to the benchmarks or to other organizations delivering these services. Look 
for trends in the data and potential problem areas such as an increasing demand for services but 
decreasing resources. Research how other governments or organizations may have developed solutions 
to similar problems.   
 
Once you have collected this information, begin organizing and collating it to help the strategic planning 
core team better understand the problem and begin to think about solutions. This will also help identify 

CŀƭƭƛƴƎ ƛƴ ƭƻǾŜ ǿƛǘƘ ǘƘŜ ǇǊƻōƭŜƳΧ 
 
Albert Einstein coined the phrase άŦŀƭƭƛƴƎ ƛƴ ƭƻǾŜ ǿƛǘƘ ǘƘŜ ǇǊƻōƭŜƳΣέ ŜǎǎŜƴǘƛŀƭƭȅ ǎǘŀǘƛƴƎ ǘƘŀǘ ƛŦ ƘŜ ƘŀŘ 
ŀƴ ƘƻǳǊ ǘƻ ǎǇŜƴŘ ŎƻƳƛƴƎ ǳǇ ǿƛǘƘ ŀ ǎƻƭǳǘƛƻƴ ǘƻ ŀ ŎƘŀƭƭŜƴƎŜΣ ƘŜΩŘ ǎǇŜƴŘ ǘƘŜ ŦƛǊǎǘ рр Ƴƛƴutes really 
getting to know and understand every aspect of the problem, which would enable him to come up 
with a solid solution in just the remaining 5 minutes.   
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gaps in your understanding which will inform what information we need to collect in the next phases of 
the planning process.  

 The right amount of information 5.2

²ƘŜƴ ŎƻƭƭŜŎǘƛƴƎ ƛƴŦƻǊƳŀǘƛƻƴ ŘǳǊƛƴƎ ǘƘŜ 9ƴǾƛǊƻƴƳŜƴǘŀƭ {ŎŀƴΣ Ƴŀƴȅ ǇƭŀƴƴŜǊǎ ōŜƎƛƴ ǘƻ ǿƻƴŘŜǊ άƘƻǿ 
ƳǳŎƘ ƛǎ ŜƴƻǳƎƘέΚ bŀǘƛƻƴŀƭƭȅ ǊŜŎƻƎƴƛȊŜŘ ǎǘǊŀǘŜƎƛŎ ǇƭŀƴƴƛƴƎ ŜȄǇŜǊǘǎ aƛŎƘŀŜƭ !ƭƭƛǎƻƴ ŀƴŘ WǳŘŜ YŀȅŜ 
caution against collecting too little information, too much information and failing to achieve a consensus 
on the meaning of the assessment results prior to proceeding. Use the following guidance for 
determining how much information is needed: 
 

¶ Too little information: Relying on what staff already knows without looking at data to 
substantiate that knowledge or gathering information to round out that knowledge may lead to 
distorted perceptions of the current situation. 

¶ ¢ƻƻ ƳǳŎƘ ƛƴŦƻǊƳŀǘƛƻƴΥ άtŀǊŀƭȅǎƛǎ ōȅ ŀƴŀƭȅǎƛǎΦέ Lǘ Ŏŀƴ ōŜ Ŝŀǎȅ to get stuck in the data collection 
phase or lost in all the information. Balance having enough information for an accurate big 
picture view with ensuring the different perspectives are represented in the data. 

¶ Lacking Consensus on the Meaning of the Information: At times, one source of information may 
contradict another source of information. Discussions and possibly further data/ information 
may be necessary to help clarify and agree on the meaning of the information. (Allison & Kaye, 
2005) 

 Equity and Social Justice Framework 5.3

The Equity & Social Justice ordinance (Ordinance 16948) establishes definitions and identifies the 
specific approaches necessary to implement and achieve the "fair and just" principle that is embedded 
as a core element of the goals, objectives and strategies of the countywide strategic plan. It is 
imperative to use an ESJ framework in the strategic planning process and plan development in order to 
achieve our shared vision of providing equitable opportunities for all people and communities. 
 
A key aspect will be to understand the current conditions of equity. The Determinants of Equity 
Report (January 2015) is a catalog of community-level indicators and King County data covering the 13 
external-facing Determinants of Equity.  This report can be used in the strategic planning process to help 
determine applicable equity measures for the services being explored in the strategic. This can help 
highlight where problems may exist and further the understanding of the scope and depth of inequities 
in our community.  
 
{ŜǾŜǊŀƭ ƻǘƘŜǊ 9{W ǘƻƻƭǎ ŜȄƛǎǘ ƛƴ ǘƘŜ άTools and Resourcesέ ǎŜŎǘƛƻƴ ƻŦ ǘƘŜ YƛƴƎ /ƻǳƴǘȅ 9{W ²Ŝō {ƛǘe that 
will be useful references for teams to use during strategic planning and development.  Additionally, 
strategic ǇƭŀƴƴƛƴƎ ǘŜŀƳǎ ǎƘƻǳƭŘ ōŜ ŦŀƳƛƭƛŀǊ ǿƛǘƘ ǘƘŜ 9ȄŜŎǳǘƛǾŜΩǎ translation orderΣ ǿƘƛŎƘ άoutlines steps 
departments should take to ensure that public communication materials and vital documents can be 
understood by the target audienceτƛƴŎƭǳŘƛƴƎ ǇŜƻǇƭŜ ǿƛǘƘ ƭƛƳƛǘŜŘ 9ƴƎƭƛǎƘ ǇǊƻŦƛŎƛŜƴŎȅΦέ 
 
The Equity & Social Justice Inter Branch Team (IBT) is another valuable resource available to the 
strategic planning team to assist with identifying and managing the ESJ aspects of strategic planning 
process and development. The IBT is composed of the directors or their designees of all branches, 
departments, agencies and offices of county government and their role is to champion ESJ within county 

http://mkcclegisearch.kingcounty.gov/View.ashx?M=F&ID=1060175&GUID=9E24A75D-5885-4088-98D3-AE6BA187B20F
http://www.kingcounty.gov/~/media/elected/executive/equity-social-justice/2015/The_Determinants_of_Equity_Report.ashx?la=en
http://www.kingcounty.gov/~/media/elected/executive/equity-social-justice/2015/The_Determinants_of_Equity_Report.ashx?la=en
http://www.kingcounty.gov/elected/executive/equity-social-justice/tools-resources.aspx
http://www.kingcounty.gov/operations/policies/executive/itaeo/inf142aeo.aspx
http://www.kingcounty.gov/elected/executive/equity-social-justice/team.aspx
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government and in the community.  The puǊǇƻǎŜ ƻŦ ǘƘŜ L.¢ ƛǎ ǘƻ άώƘŜƭǇϐ facilitate accountability of and 
coordination by all branches of county government regarding implementation of the fair and just 
principle of the countywide strategic plan. This work includes tool development, public and community 
engagement, training and work plan creation.έ  

 Stakeholder Engagement 5.4

The Environmental Scan and ESJ evaluation may have identified gaps in our understanding of the 
problems we are trying to solve with the strategic plan, and engaging with various stakeholders will be 
required to fill in these gaps. How these stakeholders are engaged is a key part of the overall strategic 
planning process and needs to be thoughtfully designed and carried out. This chapter identifies three 
phases to consider while conducting stakeholder outreach and engagement: Identification, Assessment, 
and Engagement Planning.  

5.4.1 Stakeholder Identification 

Stakeholders are those individuals, groups, or organizations that could impact or be impacted by the 
strategic planning process or by a recommendation, decision, activity or outcome of the strategic plan. It 
is not always immediately evident who all the stakeholders are for any particular planning process. 
Identifying the appropriate stakeholders is especially important to ensure the process appropriately 
incorporates equity and social justice considerations as well as avoiding or ƳƛƴƛƳƛȊƛƴƎ ΨŀŦǘŜǊ ǘƘŜ ŦŀŎǘΩ 
engagement for stakeholder groups accidentally left out. 
 
Most of the services and products delivered by King County impact some or perhaps all of the members 
of the King County community, so community engagement will frequently be required to better 
understand the needs of the customer. Other stakeholders include those internal to King County 
government (such as elected and non-elected leadership, agency management, bargaining units, and 
our work force) and those external to the county government (such as cities within King County or 
partner organizations delivering services to community members). 
 
The project charter, environmental scan, process design, and core team can all contribute to the 
development of a Stakeholder Register that charts out internal and external stakeholders. Strategic 
planning teams should use the Community Engagement Guide and the Community Engagement 
Worksheet from the Tools and Resources section of the King County ESJ Web Site to help identifying and 
engaging ESJ impacted stakeholders during the planning process. These tools provide specific questions 
and suggestions for identifying stakeholders of a particular project. The Worksheet includes logistical 
considerations, such as how best to engage communities that have Limited English Proficiency.   

5.4.2 Stakeholder Assessment 

Once stakeholders are identified, taking time upfront to assess the likely interests, needs, 
interrelationships and potential impacts they may bring to the strategic planning process will contribute 
to effective and manageable engagement. There are numerous approaches to mapping out your 
stakeholdersΩ current position with regards to the strategic plan, which will prove useful in determining 
the best way to engage and communicate with a given stakeholder / stakeholders throughout the 
process.  
 
One ŎƻƳƳƻƴƭȅ ǳǎŜŘ ŦǊŀƳŜǿƻǊƪ ŦƻǊ ǎǘŀƪŜƘƻƭŘŜǊ ŀǎǎŜǎǎƳŜƴǘ ƛǎ ǘƘŜ ΨtƻǿŜǊ-LƴǘŜǊŜǎǘΩ ƎǊƛŘ όƻǊ LƴŦƭǳŜƴŎŜ-
Interest grid, or similar). This framework uses a basic matrix approach to plotting the location of a given 

http://www.kingcounty.gov/elected/executive/equity-social-justice/tools-resources.aspx
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stakeholder on a grid, where one axis represents their current level of interest of involvement, and the 
other axis represents their current level of influenceτtheir ability to affect the process or its outcomes. 
An overview of this framework can be found here. 
 
The Equity & Social Justice Inter Branch Team (IBT) also supports public and community engagement, 
and can be a key resource in planning and engaging those stakeholders and communities that may be 
traditionally underserved and underrepresented in public engagement activities.   

5.4.3 Stakeholder Engagement Planning 

Once stakeholders are identified and their needs and interests assessed, it is helpful to develop a plan 
for how you will approach stakeholder engagement and involvement. The Stakeholder Engagement and 
Involvement Plan is an internal document, and should include the following:  

¶ Differentiating appropriate outreach and engagement methods / approaches for different 
stakeholder groups; 

¶ Listing and explaining appropriate engagement and communication tools; 

¶ Describing how the outreach and engagement approach aligns with or supports increased access to 
the determinants of equity, and other equity and social justice objectives. 

Another resource available from the CƻǳƴǘȅΩǎ 9ǉǳƛǘȅ ϧ {ƻŎƛŀƭ WǳǎǘƛŎŜ ǿŜōǎƛǘŜ ƛǎ the Community 
Engagement Guide, which includes the Community Engagement Continuum shown in Figure 5-1. See the 
Community Engagement Guide for a full discussion of the Continuum elements.  
  

http://www.managingforimpact.org/tool/influence-and-importance-matrix
http://www.kingcounty.gov/elected/executive/equity-social-justice/team.aspx
http://www.kingcounty.gov/~/media/elected/executive/equity-social-justice/documents/CommunityEngagementWorksheet.ashx?la=en
http://www.kingcounty.gov/~/media/elected/executive/equity-social-justice/documents/CommunityEngagementWorksheet.ashx?la=en
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Levels of Engagement 

County Informs County Consults 
County engages in 

dialogue 

County and 
community work 

together 

Community directs 
action 

King County initiates 
an effort, coordinates 
with departments 
and uses a variety of 
channels to inform 
community to take 
action  

King County gathers 
information from the 
community to inform 
county-led 
interventions  

King County engages 
community members 
to shape county 
priorities and plans  

Community and King 
County share in 
decision-making to 
co-create solutions 
together  

Community initiates 
and directs strategy 
and action with 
participation and 
technical assistance 
from King County  

Characteristics of Engagement  

¶ Primarily one-way 
channel of 
communication  

¶ One interaction 

¶ Term-limited to 
event 

¶ Addresses 
immediate need of 
county and 
community 

¶ Primarily one-way 
channel of 
communication 

¶ One to multiple 
interactions 

¶ Short to medium-
term 

¶ Shapes and informs 
county programs 

¶ Two-way channel 
of communication  

¶ Multiple 
interactions 

¶ Medium to long-
term 

¶ Advancement of 
solutions to 
complex problems 

¶ Two-way channel 
of communication  

¶ Multiple 
interactions 

¶ Medium to long-
term 

¶ Advancement of 
solutions to 
complex problems 

¶ Two-way channel 
of communication  

¶ Multiple 
interactions 

¶ Medium to long-
term 

¶ Advancement of 
solutions to 
complex problems 

Methods  

Media releases, 
brochures, 
pamphlets, outreach 
to vulnerable 
populations, ethnic 
media contacts, 
translated 
information, staff 
outreach to residents, 
new and social media  

Focus groups, 
interviews, 
community surveys  

Forums, advisory 
boards, stakeholder 
involvement, 
coalitions, policy 
development and 
advocacy, including 
legislative briefings 
and testimony, 
workshops, 
community-wide 
events  

Co-led community 
meetings, advisory 
boards, coalitions, 
and partnerships, 
policy development 
and advocacy, 
including legislative 
briefings and 
testimony  

Community-led 
planning efforts, 
community-hosted 
forums, collaborative 
partnerships, 
coalitions, policy 
development and 
advocacy including 
legislative briefings 
and testimony  

 

Figure 5-1    Community Engagement Continuum 

 Organizing the Information  from the Environmental Scan 5.5

Once you have completed the environmental scan, you may have collected quite a bit of information. 
The data now needs to be compiled, sorted, organized, and summarized in a way that will make it easier 
to present and analyze. Consider who will be reviewing the data. The staff and other stakeholders 
involved in reviewing the data may be at various educational and experience levels when it comes to 
working with data. Consider assigning the sorting task to a smaller subset of the planning team. They 
should have experience working with and communicating findings, if possible. Also, if a large amount of 
qualitative data was collected, such as through focus groups or community meetings, the Planning Team 
may need to seek additional help and knowledge about how this data should be sorted and analyzed. 
There are several possible organizing frameworks: 
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1. Organize by crosscutting themes. Once you begin reviewing the data collected, you should be 
able to Identify and sort the information by major themes that emerge. It is important to note if 
the theme was repeated from multiple sources, as this helps to prioritize what is the most 
important issues that need to be addressed in the Strategic Plan. 

2. Organize the data by the input source. For instance:  

¶ community-at-large 

¶ staff members 

¶ governing body 

¶ funders 

¶ customers and others 

3. Organize the findings in a SWOT or a similar framework. SWOT stands for Strength, Weakness, 
Opportunity, and Threat. SWOT analysis is a simple but powerful sorting and organizing tool 
commonly used in Strategic Plans. It will be discussed in greater detail in section 6.1 . 
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 Analyzing and Developing Goals and Strategies 6

Identifying and prioritizing the issues you will address in the strategic plan is a milestone - once these 
have been identified, the path to completing the strategic plan will become much clearer and easier to 
follow. This is perhaps the most exciting stage as well, because you can expect good healthy debates, 
especially with respect to setting the priority of the strategic issues. The important point to remember at 
this stage is to remain focused on the identification of the strategic issues, not on problem resolution 
because that is the next step.  
 
Teams that start focusing too early on the potential solutions to a problem, without truly identifying and 
understanding the root causes of the problem, frequently recommend strategies that will not fully 
address or resolve the issue. Another misstep is to develop a plan that is meant to justify a 
predetermined solution or one that is already in place. This step may need an outside facilitator to keep 
the process moving and on topic. It also suggested that this step take place no more than two weeks 
ŀŦǘŜǊ ǘƘŜ {²h¢ !ƴŀƭȅǎƛǎΣ ǿƘƛƭŜ ƛǘ ƛǎ ǎǘƛƭƭ ŦǊŜǎƘ ƛƴ ǘƘŜ ǎǘǊŀǘŜƎƛŎ ǇƭŀƴƴƛƴƎ ¢ŜŀƳΩǎ ƳƛƴŘǎΦ  
 
At the end of this stage, the strategic planning team should present their recommendations to the 
sponsors and consider reengaging the community and other involved stakeholders to verify that the 
priorities and direction are agreed upon. The rationale for this is twofold; it keeps the sponsors and the 
community informed on the process and it provides a forum to discuss the relevancy and ranking of the 
issues and whether these are agreed upon. If there are major differences or other issues identified, the 
planning team has the opportunity to reevaluate their issues and if necessary modify them. This will also 
increase a greater buy-in or acceptance of the work of the strategic planning Team. 

 SWOT /SWOC Analysis 6.1

SWOT analysis is a tool that has long been used to identify positive and negative factors within 
businesses, organizations and governments to assess Strengths, Weaknesses, Opportunities, and 
Threats. Some prefer to use the term SWOC analysis, which stands for assess Strengths, Weaknesses, 
Opportunities, and Challenges. The two are interchangeable. 
 
Strengths and Weaknesses are internal factors within an organization, while Opportunities and Threats 
are external factors stemming from community or societal forces. SWOT analysis is usually conducted as 
a collaborative process to organize the inputs and findings developed during the environmental scan. 
 
When you are developing a strategic plan, the team will be exploring for ways to achieve transformative 
change to solve a complex problem. This focus on a particular challenge or issue can help prioritize the 
inputs to the SWOT analysis. In other words, identifying strengths and opportunities that have no 
relevance to solving the specific problem will not be that helpful. However, be careful not to limit the 
analysis too quickly as this may prevent the team from developing new strategies if they are relying on 
the same old thinking. By looking at a broader list of SWOTs from a different perspective, the team may 
create breakthrough strategies that allow new methods that will solve the most complex problems.  
 
There are many internet resources available that provide more complete descriptions, examples, and 
the pros and cons of using SWOT analysis. Additionally, in Appendix B  you will find a Tip Sheet that 
provides a more complete synopsis of this powerful tool.  
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 PEST and PESTEL Analysis 6.2

 Another method often used to organize and analyze the external factors which may help improve goal 
and strategy development is known as PEST analysis. PEST analysis consists of reviewing the Political, 
Economic, Social and Technological factors in the external environment of an organization which can 
affect its activities and performance. PESTEL is similar but adds in Environmental and Legal factors. 
There are several other variations on this theme as well, including: 
 

¶ STEEPLE = PESTEL + Ethical 

¶ STEEPLED = STEEPLE + Demographic 

¶ PESTLIED = PEST + Legal + International + Environmental + Demographic 

¶ LONGPEST = Local + National + Global factors + PEST 
 
PEST type analysis consists of gathering or sorting the external information into the categories, then 
identifying and prioritizing which of these factors represent opportunities or threats. A good discussion 
and examples of a PEST analysis can be found here.  

 Setting Targets for success 6.3

A critical element of successful strategic plans is to set targets and timelines that define what success 
would look like. These enable leaders and implementers to know if they are making progress to achieve 
the goals.  
 
To improve the likelihood of achieving your goals, you need to establish SMART objectives (see Figure 
4-1). This requires that you be able to measure the objective, and that it is specific and time bound. 
Therefore, you need to develop targets and deadlines for those targets to be reached. That way, the 
implementation team and leadership will know exactly what they are accountable to achieve, and are 
much more likely to work towards goal achievement. This is a basic principle of performance 
management. 

But how do you set targets? There is not an easy answer to this question. You need to develop targets 
ǘƘŀǘ ŀǊŜ ŀŎƘƛŜǾŀōƭŜ όǘƘŜ ά!έ ƻǊ {a!w¢ύ ōǳǘ ŀƭǎƻ ƘŜƭǇ ǿƻǊƪ ǘƻǿŀǊŘǎ ǘƘŜ ŜǎǘŀōƭƛǎƘŜŘ Ǝƻŀƭǎ ŀƴŘ ǾƛǎƛƻƴΦ ¢ƘŜ 
targets will need to be agreed upon by leadership and those that will be tasked with implementing the 
plan to achieve the objectives. Reaching that agreement can be a very difficult process. Some 
considerations when selecting your targets for your SMART objectives are:  

¶ Make them bold but achievable ς shoot for results that show real progress, but are not so far out of 
reach that they are unattainable. Plotting out wins and milestones along the way will keep 
momentum going, and help with external reporting. 

¶ Align with priorities and requirements ς consider setting targets that represent achievements in 
highly significant areas, including charter requirements.   

¶ Include equity and social justice principles ς set targets that ensure fair representation of everyone 
impacted, not just certain groups. 

 
Metrics 
Indicators are more discrete, measureable variables that can be tracked during plan implementation to 
show progress towards objectives and goals. Multiple metrics can be provided for one objective, and 

http://www.businessnewsdaily.com/5512-pest-analysis-definition-examples-templates.html
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** Tip **  
 
× In addition to just reporting the data and 

progress towards the targets on a routine 
basis, you should explain the date to 
provide context and explanation for any 
jumps, gaps, stalls or trends in data. 

some metrics may show progress towards multiple objectives. When selecting indicators to track 
progress, consider the following: 

¶ Data sources ς Does a reliable, unbiased and trusted source exist that can provide consistent data 
for tracking indicators? 

¶ Relevancy ς Are the indicators selected directly relevant to the goals represented in the strategic 
plan?  

¶ Easily understood ς   Some aspects of the strategic plan may have fairly technical indicators, but if 
these are reported to non-technical audiences they may not be helpful.  Take into consideration the 
different leǾŜƭǎ ƻŦ ΨǘǊŀƴǎƭŀǘƛƻƴΩ ǘƘŀǘ ƳƛƎƘǘ ōŜ ƴŜŜŘŜŘ ŦƻǊ ŘƛŦŦŜǊŜƴǘ ƛƴŘƛcators, audiences and 
reporting needs. 

¶ Qualitative or quantitative ς if the measurement of progress is not numeric, define how you will 
assess qualitative information in advance so over time, the indicator is consistently tracked.  

¶ Frequency ς How frequently must data be gathered to appropriately track and measure progress? 
Different indicators will likely have different frequency of data collection.    

¶ Ease ς Account for the level of effort required to gather data to track the indicator, and what 
resources are available to do so during implementation. 

 
LǘΩǎ ŀƭǎƻ ǳǎŜŦǳƭ ǘƻ ŀǎǎŜǎǎ ǘƘŜ ǎŜǘ ƻŦ ƛƴŘƛŎŀǘƻǊǎ ŜǎǘŀōƭƛǎƘŜŘ ŀǎ ŀ ǿƘƻƭŜ ǘƻ ƳŀƪŜ ǎǳǊŜ ǘƘŜȅ ƘŜƭǇ ǘŜƭƭ ǘƘŜ 
whole picture of progress towards goals. You may want to consider a mix of leading and lagging 
indicators (leading help predict future outcomes, while lagging shows patterns from the past). Finally, 
make sure that the number of indicators is manageable for those tasked with implementation. 
 
 

Tracking Methodology   
Document the methodology for measuring progress 
on indicators as part of the strategic plan or an 
accompanying implementation plan to ensure 
consistency over time, and through staff changes 
that occur during implementation. This can be 
simple, but should include at minimum: 

¶ Who gathers the data 

¶ Format of the data 

¶ How frequently data should be gathered 

¶ How and where to record the data 
 

 Developing Strategies to achieve your vision and goals 6.4

During the strategic planning process, the team will begin to get a better understanding of the scope of 
the problems and the challenges faced in finding solutions to these demanding problems. How does the 
team develop strategies that will be successful to overcome these challenges?   
 
Numerous models and frameworks ŦƻǊ ǘǊŀƴǎŦƻǊƳŀǘƛǾŜ ŎƘŀƴƎŜ ŜȄƛǎǘ ǘƘŀǘ ǇǳǊǇƻǊǘ ǘƘŀǘ άǘƘŜ ǇǊƻŎŜǎǎ ƛǎ ǘƘŜ 
ǎƻƭǳǘƛƻƴΦέ  ¢ƘŜ planning team may want to research and use one or more of these models in helping to 
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explain the issues and begin to develop solutions. What follows is a brief overview of several 
frameworks that take slightly different approaches to working through complex challenges to identify 
solutions.  There is  overlap in the different models, and they can work in tandem or feed into each 
other at different points in the process. You will find a table summarizing these models in Appendix B. 

6.4.1 Theory of Change Model 

The theory of change (TOC) model is a process and framework to bring about desired outcomes. It is 
used frequently by philanthropic and other not-for-profit organizations and governments to develop 
strategies that will promote change. The model involves working backwards from a goal or set of goals 
to identify the necessary interventions and preconditions needed in order to achieve the desired goal 
outcomes, and then identifying the necessary indicators that will measure progress along the way. The 
model creates direct linkages between how and why a desired change is expected, not just what action 
to take. The theory of changes focuses heavily on identifying what preconditions are needed along the 
path to transformative change, identifying where interventions are possible, and tracking that progress 
to achieving interim perconditions and the ultimate goal with specific indicators. A lengthier discussion 
about this model, including examples and step by step instuctions for develpoing a TOC can be found at 
this link. 

6.4.2 Logic Model 

A logic model is a concise visual depiction showing the interconnectedness of the many moving parts of 
strategic plan ŎƻƳǇƻƴŜƴǘǎΣ ǎǇŜŎƛŦƛŎŀƭƭȅ ǘƘŜ ƛƴǇǳǘǎΣ ŀŎǘƛǾƛǘƛŜǎ ŀƴŘ ƻǳǘŎƻƳŜǎΦ LǘΩǎ ŀ ǇƻǿŜǊŦǳƭ ǿŀȅ ǘƻ ǎƘƻǿ 
the tactical approach of how a plan or initiative intends to create transformative change, and can be 
ǳǎŜŘ ŀǎ ŀ ΨƭƛǾƛƴƎ ƳƻŘŜƭΩ ǘƘǊƻǳƎƘƻǳǘ ŘƛŦŦŜǊŜƴǘ ǇƘŀǎŜǎ ƻŦ ŀƴ ŜŦŦƻǊǘΣ ŦǊƻƳ ǇƭŀƴƴƛƴƎ ǘƘǊƻǳƎƘ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ 
and evaluation and reporting.  
 
¢ƘŜ ¦ƴƛǾŜǊǎƛǘȅ ƻŦ Yŀƴǎŀǎ Ψ/ƻƳƳǳƴƛǘȅ ¢ƻƻƭ .ƻȄΩ Ƙŀǎ ŀƴ online suite of resources for understanding and 
developing logic models, and offers this description of their valueΥ   άaƻǊŜ ǘƘŀƴ ŀƴ ƻōǎŜǊǾŜǊϥǎ ǘƻƻƭΣ ƭƻƎƛŎ 
models become part of the work itself. They energize and rally support for an initiative by declaring 

precisely what you're trying to accomplish and how.Δ   
 

  

Logic models in King County 
 
The King County Homeless Youth and Young Adult (YYA) Initiative Logic Model shows how both theory 
of change and logic models can work together. A final logic model product was developed and 
included an enhanced set of components, adding specific indicators to the model, and incorporating a 
Theory of Change statement to provide added context and justification for why and how actions that 
support the transformative change desired.   The logic model also documented the guiding principles 
used for establishing the model and for measuring progress through implementation.  
 
A copy of the YYA Logic Model is included in Appendix B. 

http://www.theoryofchange.org/what-is-theory-of-change/
http://ctb.ku.edu/en/table-of-contents/overview/models-for-community-health-and-development/logic-model-development/main


31 

 

 

King County Strategic Planning Guidebook 

6.4.4 Collective Impact 
Model 

The collective impact model is a 
relatively new way of approaching 
complex, large scale social issues in a 
way that engages and creates 
alignment towards a desired outcome 
across multiple organizations or 
communities.  
 
Commonly accepted rules or conditions 
for collective impact interactions are 
described in Figure 6-1   Collective 
Impact Model, provided by one of the 
leading research organizations in 
understanding collective impact, the 
Stanford Social Innovation Review.  
 

The Collective Impact model can be 
very powerful, espeically when working 
with multiple, cross-functinoal agencies 
within the County or convening a group 
of County partners and stakeholders 
that work together to provide services 
to communities. In these circumstances, 
the efforts of the whole can result in 
greater collective impact and improved outcomes than the individual groups would be able to achieve 
working separately.   

6.4.5 Results Based AccountabilityTM  

Results Based AccountabilityTM
 (RBA) is a framework that provides a disciplined way of thinking and 

taking action that focuses on results using measurements. RBA complements the Collective Impact 
model in many ways. Collective Impact literature sets out conditions for the success of community 
change efforts, and RBA provides specific methods to help partners meet those conditions. A key 
principle of RBA is that you would start at the end to determine what you are seeking to achieve (the 
results) and work backwards using data (indicators and the stories behind the data) to map out the 
means and the strategies, which are then measured using performance indicators. Another principle of 
RBA is to identify the role that the organization plays in the community and to establish partnerships 
that agree upon the results and will help achieve greater community-wide impacts for the customers 
being served.  RBA was developed by Mark Friedman and described in his book Trying Hard is Not Good 
Enough. (Friedman, 2005) You can find more information about RBA at this link.   

 

  

 

(Source: Stanford Social Innovation Review; Understanding the Value of Backbone 
Organizations in Collective Impact July 17, 2012) 

Figure 6-1   Collective Impact Model 

http://www.ssireview.org/articles/entry/collective_impact
http://raguide.org/
http://www.ssireview.org/blog/entry/understanding_the_value_of_backbone_organizations_in_collective_impact_1
http://www.ssireview.org/blog/entry/understanding_the_value_of_backbone_organizations_in_collective_impact_1
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6.4.6 Hoshin Kanri 

Hoshin Kanri is a strategic management system for ensuring that the strategic goals of an organization 
drive progress and action at every level within that organization. This method has been used successfully 
by Toyota and other companies in Japan since the 1960s and some top-tier companies in the United 
States and elsewhere, and is one component of a Lean organization. Hoshin Kanri strives to get all 
members of the organization pulling in the same direction at the same time. It achieves this by aligning 
the top level goals of the organization with the plans of middle management and the work performed by 
all members of the organization. This is usually done as an annual goal and target setting process. Some 
of the key principles of this system include: 
 

¶ Visionary strategic planning (focusing on the things that really matter) 

¶ Catchball (building workable plans through consensus) 

¶ Measuring progress (carefully selecting metrics that will drive the desired behavior) 

¶ Closing the loop (using regular follow-up to keep progress on track) 
 
A primer on Hoshin Kanri can be found here: http://www.leanproduction.com/hoshin-kanri.html 
 
 

6.4.7 Shingo ModelTM 

The Shingo Institute descriōŜǎ ƛǘǎ ƳƻŘŜƭ ŀǎ άƴƻǘ 
an additional program or another initiative to 
implement; rather, it introduces Guiding 
tǊƛƴŎƛǇƭŜǎϰ ƻƴ ǿƘƛŎƘ ǘƻ ŀƴŎƘƻǊ ȅƻǳǊ ŎǳǊǊŜƴǘ 
initiatives and to fill the gaps in your efforts 
ǘƻǿŀǊŘǎ ƛŘŜŀƭ ǊŜǎǳƭǘǎ ŀƴŘ ŜƴǘŜǊǇǊƛǎŜ ŜȄŎŜƭƭŜƴŎŜΦέ 
 
A key component of the model is recognition that 
organization culture is at the core of improving 
performance and getting results. Unfortunately, 
it is often ignored as leaders focus on 
implementing systems and tools. Following Dr. 
{ƘƛƎŜƻ {ƘƛƴƎƻΩǎ ŎƻǳƴǎŜƭ ǘƻ άǘƘƛƴƪ ƛƴ ǘŜǊƳǎ ƻŦ 
ŎŀǘŜƎƻǊƛŎŀƭ ǇǊƛƴŎƛǇƭŜǎΣέ ǿŜ ƘŀǾŜ ŘƛǾƛŘŜŘ ǘƘŜ ǘŜƴ 
{ƘƛƴƎƻ DǳƛŘƛƴƎ tǊƛƴŎƛǇƭŜǎϰ ƛƴǘƻ ŦƻǳǊ ŘƛƳŜƴǎƛƻƴǎΥ 
Cultural Enablers, Continuous Improvement, 
Enterprise Alignment and Results.  For more 
details on the Shingo Model, visit the Shingo 
Institute  website.  

 

άLŦ ǘƻŘŀȅ ƛǎ ƎƻƛƴƎ ǘƻ ōŜ ŀƴȅ ŘƛŦŦŜǊŜƴǘ ŦǊƻƳ ȅŜǎǘŜǊŘŀȅΣ ǿŜ Ƴǳǎǘ ōƭŀȊŜ ƴŜǿ ǘǊŀƛƭǎ ŜǾŜǊȅ ŘŀȅΦέ  
τShigeo Shingoty 

Figure 6-2   The Shingo Model (TM) 

http://www.leanproduction.com/hoshin-kanri.html
http://shingo.org/
http://shingo.org/
http://shingo.org/
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 Prioritizing Strategies 6.5

²ƘƛƭŜ ŀƭƭ ŀǎǇŜŎǘǎ ƻŦ ǘƘŜ ǇƭŀƴΩǎ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ will be important, some may be more critical to its 
success than others. During the planning process, the team should prioritize which strategies or actions 
should come first, or get more resources. This is an important and often difficult part of the planning 
process.   
 
Be transparent in your reasoning behind why certain goals or strategies were prioritized above others. It 
may be valuable to create a prioritization filtering decision matrix to agree upon criteria for setting 
priorities, and identify which meet the criteria to qualify as priorities.  
 
Considerations for which efforts to prioritize should include: 

¶ Strategies and actions that offer early wins to help gain immediate support 

¶ When funding will be available to accomplish the strategies ς ƭƻǿŜǊ Ŏƻǎǘ ƻǊ άƭƻǿ ƘŀƴƎƛƴƎ ŦǊǳƛǘέ  

¶ Strategies that offer ongoing wins, to keep momentum going 

¶ The sequential dependencies of strategies ς some strategies rely on the success of a previous 
strategy   

¶ Those that generate critical results and are most important for your stakeholders 

¶ ThoǎŜ ǎǘǊŀǘŜƎƛŜǎ ǘƘŀǘ ƻŦŦŜǊ ƛƳǇǊƻǾŜŘ Ŝǉǳƛǘȅ ŦƻǊ ŎƻƳƳǳƴƛǘŜǎ ƻǊ ǇŜƻǇƭŜ ǘƘŀǘ ŘƻƴΩǘ ƘŀǾŜ Ŝǉǳŀƭ 
opportunity to thrive   

 
 
There are several methods to conduct formalized prioritization, including:  

¶ Multi-voting Technique 

¶ Strategy Grids 

¶ Nominal Group Technique 

¶ The Hanlon Method 

¶ Prioritization Matrix  
 
The National Association of County and City Health Officials has developed an excellent summary of 
each of these methods ƛƴ ǘƘŜƛǊ άDǳƛŘŜ ǘƻ tǊƛƻǊƛǘƛȊŀǘƛƻƴ ¢ŜŎƘƴƛǉǳŜǎέΣ ǿƘƛŎƘ Ŏŀƴ ōŜ ŦƻǳƴŘ here. Although 
it is geared and the examples are from the public health community, it is easily translated to other 
strategic issues and goals. 

 Implementation Planning 6.6

Schedule and Milestones 
Including a timeline or schedule in the plan will ground it in reality and create accountability for 
implementation. The timeline may need to be an iterative process, developed and refined as early work 
begins and sheds light on the implementation challenges and opportunities of latter work.  
 

http://www.naccho.org/topics/infrastructure/accreditation/upload/Prioritization-Summaries-and-Examples-2.pdf
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** Tips**  
 
× Progressive elaboration ς ǇǊƻǾƛŘƛƴƎ ŀ ƳƻǊŜ ǎǇŜŎƛŦƛŎ ǎŎƘŜŘǳƭŜ ŦƻǊ ǿƘŀǘΩǎ ƪƴƻǿƴ ŜŀǊƭȅ ƻƴ όŦƻǊ 

example, a monthly timeline), and a more general timeline for later work (such as a quarterly 
timeline) may be a reality for the SIP Plan. This is fine ς so long as the timeline and the Plan are 
active, living documents that are frequently reviewed and updated. 

× Tying milestones to funder or sponsor requirements (such as proǾƛǎƻ ǊŜǉǳƛǊŜƳŜƴǘǎΣ ƻǊ ŦǳƴŘŜǊΩǎ 
budget cycles) may be necessary, but the milestones will be more meaningful (and motivational) 
if they represent progress that demonstrates measureable and real successes tied to the 
objectives and goals of the plan. 

The strategic plan needs to create a horizon for those tasked with implementation. Projects that tackle 
really big issues that might not generate tangible results for many years are often candidates for fizzling 
momentum and focus. Using interim milestones will create a shorter horizon for the work, and keep the 
sense of urgency alive, along with providing reasons to celebrate progress as milestones are achieved.  
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 Implementation 7

An oft-made claim is that 90% of all strategic initiatives fail. That largely comes from a book by Robert 
YŀǇƭŀƴ ŀƴŘ 5ŀǾƛŘ bƻǊǘƻƴΣ ǿƘŜǊŜ ǘƘŜȅ ǿǊƻǘŜΣ άάLƴ ǘƘŜ ŜŀǊƭȅ мфулǎΣ ŀ ǎǳǊǾŜȅ ƻŦ ƳŀƴŀƎŜƳŜƴǘ Ŏƻƴǎǳƭǘŀƴǘǎ 
reported that fewer than 10% of effectively formulated ǎǘǊŀǘŜƎƛŜǎ ǿŜǊŜ ǎǳŎŎŜǎǎŦǳƭƭȅ ƛƳǇƭŜƳŜƴǘŜŘΦέ 
(Kaplann & Norton, 2000). Other surveys have made estimates of up to 70% failure rate of strategic 
ƛƴƛǘƛŀǘƛǾŜǎΣ ŜǾŜƴ ǘƘƻǎŜ ǘƘŀǘ ǿŜǊŜ ǿŜƭƭ ŦƻǊƳǳƭŀǘŜŘΦ aƻǎǘ ƻŦ ǘƘŜǎŜ ŘƻƴΩǘ ǎǘǊŀǘŜƎƛŜǎ ŘƻƴΩǘ Ŧŀƛƭ ŘǳŜ ǘƻ ŀ ǇƻƻǊ 
strategic plan ς they fail once they reach the implementation phase. How can your team help ensure the 
success of your plan once you have completed the planning process?   

 Keys to successful implementation 7.1

7.1.1 Implementation Team 

The same principles and best practices outlined earlier related to creating and developing a good team 
for the strategic planning process apply when setting up an implementation team. Some of the best 
planning efforts fail due to poor implementation of the recommendations and strategies. Additional 
considerations particular to the implementation phase may include: 
 
¶ Continuity ς It is crucial that that those charged with implementing the plan be represented on the 

initial planning team. This has invaluable benefits, particularly in the beginning. The importance of 
handoff from planning to implementation team becomes even more important if there is not 
continuity on the team.  

¶ Commitment ς The implementation process itself may be a much longer time horizon than the 
planning. Some roles may be shorter, while some may be more of an ongoing shepherding.  

¶ Skills ς Similar to what it takes to assess the right person or groups for developing a robust plan, it 
might take a different set to execute it successfully. Knowing the culture and context of the 
organization will help identify what it will take to lead the implementation. Soft skills play a big role 
in implementation.  

¶ Future Line of Business participants ς involving representatives that may eventually take on the 
effort once it transitions from a strategy to a standard practice may be valuable. 

 

7.1.2 Sponsor and Leadership Support 

Perhaps the most critical aspect that will determine whether a plan will achieve its goals is strong 
support from leadership. If leadership is not committed to act upon the bold and transformative change 
initiatives being recommended, they are likely to fail. This support and commitment is most noted when 
leadership follows through and conducts regular check-ins and receives updates on the implementation 
plan, including tracking progress on achieving the milestones and targets that have been set. They 
should ask questions when progress is insufficient, and help remove any barriers that may be 
encountered. They should also celebrate success with the team and ensure those involved are 
recognized when milestones are met and targets achieved. 
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7.1.3 Communication   

Frequent, open communication about the strategic plan and the status of the implementation efforts is 
crucial to gaining understanding and buy-in. Depending on the scope of the changes you are trying to 
implement, it may be worthwhile to seek help from communications experts within or external to King 
County to help create and deliver messaging that will be direct, easy to understand, and accurate.   
 

7.1.4 Funding sources 

Beyond the funding for the strategic planning process, the actual plan needs to articulate what known 
and needed funding sources exist for executing the plan. Map out where and when funding sources are 
available and any parameters associated with the funding source (such as how funding may be applied). 
 
Be sure to connect any reporting requirements from the funding source to the measurement and 
tracking section of the strategic plan. Examples may include: 

¶ New or reallocated county departmental or interdepartmental funding 

¶ County provisos 

¶ State or federal funding, such as grants 

¶ External funding sources 
- Community partner organizations 
- Donors 

 

7.1.5 Companion Implementation Tools 

The strategic plan will be the master guiding resource for implementation, but identifying ways to make 
discrete components more bite size and actionable may help execute the plan.  Consider the following 
ŀǎ ŎƻƳǇŀƴƛƻƴ ǘƻƻƭǎ ǘƻ ŜƛǘƘŜǊ ŘŜǾŜƭƻǇ ƻǊ ǊŜŎƻƳƳŜƴŘ ŀǎ ǇŀǊǘ ƻŦ ǘƘŜ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ ǘŜŀƳΩǎ ǎŎƻǇŜΥ 

¶ Action Plan ς Sequence out the activities that need to occur, resources needed, responsibility, 
schedule and deliverables in a simple and easily navigable way.  

¶ Logic Model Updates ς If a logic model was developed as part of the planning process, it can be 
used as both a communication tool during implementation and should also be updated as metrics 
and strategies evolve. 

¶ Capacity building and training needs ς Identify in advance what kinds of capacity building may exist 
for implementation and map them to available resources and training or experience building 
opportunities.   

¶ Communication and briefing tools ς Consider the different audiences that will be interested in 
knowing about the strategic plan, and their different interest levels (from awareness to active 
engagement). Providing some basic briefing materials (even if just an executive summary) can be a 
valuable resource for the implementation team. 

 Making adjustments to the plan 7.2

As part of the Plan-Do-Check-Adjust Cycle (see Figure 2-1), it is imperative to review the plan frequently 
to determine what is working and what is not. When the strategies that were developed in the original 
plan are not achieving their intended outcomes, the implementation team and sponsor needs to 
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determine why not.  Have the ǎǘǊŀǘŜƎƛŜǎ ōŜŜƴ ŀŘŜǉǳŀǘŜƭȅ ŦǳƴŘŜŘΚ !ǊŜ ǘƘŜǊŜ άǊƻŀŘōƭƻŎƪǎέ ǘƘŀǘ ƴŜŜŘ ǘƻ 
ōŜ ǊŜƳƻǾŜŘΚ !ǊŜ ǘƘŜǊŜ ŀƭǘŜǊƴŀǘƛǾŜ ǎǘǊŀǘŜƎƛŜǎ ǘƘŀǘ Ƴŀȅ ǿƻǊƪ ōŜǘǘŜǊΚ ¢Ƙƛǎ ƛǎ ǇŀǊǘ ƻŦ ǘƘŜ άŎƘŜŎƪέ ǇƘŀǎŜ ƻŦ 
the PDCA cycle, and when necessary, adjustments need to be made to continue making progress 
towards goal achievement.  

 Transition to Line of Business 7.3

In many cases, one outcome of strategic plan implementation will be a transformation of the way the 
County does business. With that transformation complete, the changes will become adopted into 
standard line of business practices and planning. Build this transition planning into the plan as a way to 
pass the torch from strategic plan implementation to standard practice within the existing Lines of 
Business of King County. 

 Achieving the Goals established in the Strategic Plan 7.4

This guidebook has covered many factors and offered many tips to help you be successful at developing 
and implementing your strategic plan. Although not a guarantee of success, by following these proven 
principles you will have a greater chance at achieving the transformational goals you have established. A 
summary of these principles is presented as a Tip Sheet in Appendix B. 
 
Good luck in your journey! 
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Notes 
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 Strategic Innovation Priorities Appendix A

A.1 What is a Strategic Innovation Priority? 

While the King County Strategic Plan establishes countywide strategic priorities and objectives, a 
Strategic Innovation Priority (SIP) is defined in legislation as follows:  
 

King County Code 2.10.020.L defines a SIP as follows:  
  
ά{ǘǊŀǘŜƎƛŎ ƛƴƴƻǾŀǘƛƻƴ ǇǊƛƻǊƛǘƛŜǎϦ ƳŜŀƴǎ ǘƘŜ ǇǊƛƻǊƛǘƛȊŜŘ ŎǊƻǎǎ-functional strategic planning efforts or 
activities that have the greatest likelihood of advancing the goals identified in the vision and policy 
priorities.  
 
Strategic innovation priorities are: 
 
1. The County's immediate planning priorities for the next biennium that will require significant cross-
functional planning and resource coordination; 
 
2. Reflected in the subsequent executive's proposed budget and council adopted budget; and 
 
3. Based on recommendations of the council and in consideration of the recommendations of the 
cross-functional strategic teams. 
 
Link to legislation 

Figure A-1   Legislative Definition of a SIP 

A.2 SIP Funding and Planning 

Once SIPs are selected by the Executive and Council, the Executive will submit a budget with proposed 
funding for SIP resources. Depending on the nature of the SIP, this may include funding for planning 
activities, including consultant support, public outreach and engagement, or additional staff that may be 
needed for the full development of a SIP Plan.  
 
In reviewing and approving the budget and funding sources, the Council may take public input into 
ŎƻƴǎƛŘŜǊŀǘƛƻƴΣ ŀƴŘ Ƴŀȅ ŀƭǎƻ Ǉǳǘ ŦƻǊǘƘ ŀ άtǊƻǾƛǎƻέ ǿƘƛŎƘ ǿƻǳƭŘ ŘƛǊŜŎǘ ǘƘŜ 9ȄŜŎǳǘƛǾŜ ǘƻ ǇǊƻǾƛŘŜ ŀ ǊŜǇƻǊǘΣ 
project charter, or some other formalized action prior to releasing the funding requested in the budget.  
 
Once a SIP is designated, a SIP Plan is the expected product. A SIP Plan is a strategic plan, and SIP 
Planning is primarily a strategic planning process, as described in this guidance. It may incorporate 
higher level and perhaps multiple sponsors, as both the Executive and Council have a role to play. 
Additionally, separated elected agencies may be involved and need to have a sponsorship role, 
depending on the scope of the SIP.  
 
Additionally, as SIPs are defined as a cross-functional effort, the planning team and advisory teams 
would need a broader membership to ensure all aspects of the current state and future goals are being 

http://www.kingcounty.gov/council/legislation/kc_code/05_Title_2.aspx
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examined. This will make team management and decision making more complex, as the level of trust 
will need to be established. Using team building exercises and check-ins during the planning process will 
help smooth the team dynamics and may lead to better results.  
 

A.3 What is a SIP Plan 

 

{Lt tƭŀƴƴƛƴƎ ƛǎΧ Non-{Lt tƭŀƴƴƛƴƎ ƛǎΧ 
¶ Transformational ς change is needed to 

delivery of County services 

¶ Cross-functional or cross-agency 

¶ Usually directed and approved by the Council 
and/or the Executive 

¶ Challenging what services need to be 
delivered to achieve desired outcomes 

 
 

¶ Usually within a particular agency or Line of 
Business 

¶ Usually directed and approved by agency 
leadership 

¶ Used when you are trying to improve how to 
deliver existing services 

 

An example of SIP Planning is to change the way 
the County delivers public health and human 
services to improve the health and well-being 
outcomes for King County residents.  This required 
a new approach to transform delivery across the 
Department of Public Health and the Department 
of Community and Human Services, while 
working collaboratively with county partners. 
This example is illustrated in the Health and 
Human Services Transformation Plan 

An example of Non-SIP planning is to develop a 
Ǉƭŀƴ ǘƻ ŀŘŘǊŜǎǎ ŀ ƳŀƧƻǊ ǎƘƻǊǘŦŀƭƭ ƛƴ ǘƘŜ /ƻǳƴǘȅΩǎ 
road fund, which required a change in the way 
that the Roads division of the Department of 
Transportation maintains the roads and bridges 
in the unincorporated areas. This type of detailed 
planning within a specific agency is illustrated in 
the Strategic Plan for Road Services July 2014 
Update   

 
SIP Plans have specific attributes delineated in King County Code, and therefore some minimum 
standards are needed to ensure consistency in the final deliverable that will be presented to the 
Executive and Council. SIP Plans should contain the following elements whenever possible: 
 

¶ Evaluation of existing King County services and/or best practices for delivering the services (if a new 
or different service is being recommended) 

¶ Outcomes to be achieved 

¶ 9ȄǇƭƛŎƛǘ ŎƻƴǎƛŘŜǊŀǘƛƻƴ ƻŦ ŀƴŘ ŀƭƛƎƴƳŜƴǘ ǿƛǘƘ ǘƘŜ /ƻǳƴǘȅΩǎ Equity and Social Justice Initiative (ESJI) 

¶ Metrics, targets and timelines that define what success would look like 

¶ Strategies to achieve the outcomes 

¶ The scope and responsibilities for the plan (e.g., what services will be delivered by the County and 
what will be delivered by County partners) 

¶ Implementation timeframe and resources and budget required to accomplish the strategies 

¶ άIŀƴŘ-ƻŦŦέ ǇǊƻŎŜǎǎ ǘƻ ǘƘŜ ŜȄƛǎǘƛƴƎ YƛƴƎ /ƻǳƴǘȅ [ƛƴŜǎ ƻŦ .ǳǎƛƴŜǎǎ 

Figure A-2   Minimum Standards for a SIP Plan 

http://www.kingcounty.gov/exec/HHStransformation/~/media/exec/HHStransformation/KCHealthandHumanServicesTransformationPlan2013.ashx
http://www.kingcounty.gov/exec/HHStransformation/~/media/exec/HHStransformation/KCHealthandHumanServicesTransformationPlan2013.ashx
http://www.kingcounty.gov/~/media/transportation/kcdot/roads/SPRS/SPRSUpdateJuly2014.ashx?la=en
http://www.kingcounty.gov/~/media/transportation/kcdot/roads/SPRS/SPRSUpdateJuly2014.ashx?la=en
http://www.kingcounty.gov/exec/equity.aspx
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 A.4 Examples of SIP Planning  

¢ƘŜ ŦƻƭƭƻǿƛƴƎ ŀǊŜ ǘǿƻ ΨǎƴŀǇǎƘƻǘǎΩ ƻŦ Ǉrevious planning efforts, which illustrate the kind of complex and 
cross-boundary issues that might be identified as SIPs. Both examples demonstrate some of the best 
practices discussed in this planning guidance. 
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A.4.1 Snapshot 1:  Regional Transit Task Force 

 
 

  

The Regional Transit Task Force (RTTF) was convened in 2010 by the King County Council and 
9ȄŜŎǳǘƛǾŜ άŦƻǊ ǘƘŜ ǇǳǊǇƻǎŜ ŎƻƴǎƛŘŜǊƛƴƎ ŀ ǇƻƭƛŎȅ ŦǊŀƳŜǿƻǊƪ ǘƻ ƎǳƛŘŜ ǘƘŜ ǇƻǘŜƴǘƛŀƭ Ŧǳǘǳre growth and, 
if necessary, contraction of King CƻǳƴǘȅΩǎ ǘǊŀƴǎƛǘ ǎȅǎǘŜƳΦέ  

What makes it a SIP? 

First and foremost, the charge given this task force was to make recommendations to Metro on how 
best to address several major system-wide financial and operational issues. Put another way, 
recommendations for how to implement large-scale and potentially transformative changes in the 
way the County delivers a vital regional service ς exactly the type of challenge for which SIPs were 
created. 

In addition, the breadth and complexity of the issues assigned to the task force required a cross-
disciplinary team of engaged stakeholders ς the kind of team that a SIP planning process is likely to 
ǊŜǉǳƛǊŜΦ ¢ƘŜ w¢¢C ǿŀǎ ŀǎƪŜŘ ǘƻ ŀŘŘǊŜǎǎ ǎƛȄ ΨƪŜȅ ǘǊŀƴǎƛǘ ǎȅǎǘŜƳ ŘŜǎƛƎƴ ŦŀŎǘƻǊǎΩ όǘƻ ǿƘƛŎƘ ǘƘŜȅ ŀŘŘŜŘ ŀ 
seventh) covering a broad range of impact areas: Land use; Social equity and environmental justice; 
Financial sustainability; Geographic equity; Economic development; Productivity and efficiency; and 
Environmental Sustainability. 

Why/how did it start? 

The group was convened by the County Council and Executive in response to two major stresses on 
the Metro transit system: the national recession of 2008/2009 and resulting decline in sales tax 
revenue, and rapidly increasing ridership during the same period (including projected continuation 
of both trends, which pointed towards an ever-widening gap between operating revenue and 
demand on the system).  

What was the CƻǳƴǘȅΩǎ ǊƻƭŜΚ  

The County played three roles in this process: Convener, Funder, and Technical Expert. The County 
created the task force and funded the process, and county staff participated as task force members. 
It is worthwhile pointing out that this is why the graphic in Figure 1 1 is shown as a spectrum; it is not 
uncommon for the County to play multiple roles during the process.  

What were the outcomes? 

The task force made seven recommendations to Metro for addressing their financial and operations 
challenges, which covered operational issues such as tracking and reporting on performance, 
implementing cost control measures, establishing priorities and transparent guidelines for how and 
where to make service reductions, pursuing new sources of revenue, and lastly ς stepping back to 
review the entire RTTF process and recommeƴŘŀǘƛƻƴǎ ŀǎ ŀ ŦǊŀƳŜǿƻǊƪ ŦƻǊ ǊŜǾƛǎƛƴƎ aŜǘǊƻΩǎ Ƴƛǎǎƛƻƴ 
(and creating a vision statement). Collectively, these recommendations would constitute 
transformative change within Metro. 

http://www.kingcounty.gov/transportation/TransitTaskForce.aspx
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A.4.2 Snapshot 2: Comprehensive Plan to Prevent and End Youth and Young 
Adult Homelessness 

 

Another example that would qualify as a SIP was the Comprehensive Plan to Prevent and End Youth 
and Young Adult Homelessness in King County. This was a large-scale, multi-stakeholder effort 
supporting the Ten Year Plan to End Homelessness in King County.  

What makes it a SIP? 

As with the RTTF example, the scope, complexity, diversity of stakeholders, and potentially far-
reaching changes to how the County provides services, are exactly the criteria that would make this 
effort a SIPτespecially when all those criteria are present within the same issue, as in this case. 

The Comprehensive Plan includes a vision statement for the plan itself, principles for achieving that 
vision, and measures for assessing progressτwith numeric starting points for each measure. The 
plan covers a broad range of implementation targets, such as family reunification and education and 
employment; it identifies a broad range of potential partners, such as schools, and the juvenile 
justice, child welfare and health care systems; and it suggests an ambitious timetable for 
implementation. Finally, the plan suggests changes impacting a broad range of county services and 
county partners, from housing to health care, employment to chemical dependency services.  

Why/how did it start?  

In 2011, Youth and Young Adult (YYA) homelessness was identified by the Committee to End 
Homelessness of King County (CEHKC) as a community issue requiring new and more effective 
solutions. While recognizing the commitment and good work that had been done up to that point, 
the group realized they were unable to answer several key questions related to YYA homelessness, 
such as the total number in King County, which housing or service interventions were most effective 
with this population, and therefore whether any progress was being made.  

What was the CƻǳƴǘȅΩǎ ǊƻƭŜΚ  

King County participated in this process as an Information Provider and Technical Expert, via staff 
participation on the CEHKC (specifically, the King County Department of Community and Human 
Services (DCHS), which provides an array of services for the homeless, both YYA and adults).  

What were the outcomes? 

Creation of the Comprehensive Plan itself was the main outcome, but the process also yielded a 
number of insights and lessons learned. The group found that the Collective Impact model worked 
well for this effort (this model is discussed is more detail in Section 6.4.4); the group also discovered 
that developing a Logic Model for the plan was essential to defining success and provided milestones 
against which progress could be measured (Logic Models are also discussed is more detail in section 
6.4.2).  

Other lessons learned included the importance of clearly identifying roles and responsibilities and 
implementation timelines; the importance of having the right stakeholders at the table to ensure 
active partner engagement; and the importance of identifying priority actions, with associated 
budgets andτwhere possibleτfunding sources. 

http://www.kingcounty.gov/socialservices/Housing/ServicesAndPrograms/Programs/Homeless/HomelessYouthandYoungAdults.aspx
http://www.kingcounty.gov/socialservices/Housing/ServicesAndPrograms/Programs/Homeless/HomelessYouthandYoungAdults.aspx
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 A.5 SIP Plan Scope 

!ƴǎǿŜǊǎ ǘƘŜ ǉǳŜǎǘƛƻƴΥ άWhat services will be delivered by the County and what will be delivered by 
county partnersΚέ 
 
Boundaries of the strategic plan 
ά²ƘŀǘΩǎ ƛƴ ŀƴŘ ǿƘŀǘΩǎ ƻǳǘέ ǎƘƻǳƭŘ ōŜ ŎƭŜŀǊ ōȅ ǘƘŜ ǘƛƳŜ ǘƘŜ Ǉƭŀƴ ƛǎ ŘǊŀŦǘŜŘΦ aƻǎǘ strategic planǎ ǿƻƴΩǘ 
address every element or driver that feeds into a SIP, as by definition, SIPs are typically complex and 
multi-dimensional issues that need a whole systems approach. In a strategic plan that includes county 
partners and other stakeholders performing some of the work to accomplish the goals, this section 
should clearly delineate who will be responsible for what actions. If the expectation is that partners will 
perform work alongside the County, it is critical that these partners were consulted and fully 
participated in the SIP planning effort in order to get their support when the Plan is released.  
 
By demonstrating an understanding of the landscape and clearly communicating what parts the 
strategic plan ŎƻƳƳƛǘǎ ǘƻ ŀŘŘǊŜǎǎΣ ǘƘŜ {Lt ǘŜŀƳ Ŏŀƴ ƘŜƭǇ ǎŜǘ ǊŜŀƭƛǎǘƛŎ ŜȄǇŜŎǘŀǘƛƻƴǎ ŦƻǊ ǿƘŀǘΩǎ ǘƻ ŎƻƳŜ 
from implementation, as well as rally support for what else must be done in future phases.    
 
Relationships to Related Efforts 
Show how the strategic plan will align with, leverage, or feed into other efforts addressing the issue to 
demonstrate that the plan is thoughtfully crafted and part of a holistic approach that makes the most of 
ǘƘŜ ǊŜƎƛƻƴΩǎ ǊŜǎƻǳǊŎŜǎ ƛƴ ŎǊŜŀǘƛƴƎ collective change. Describe how the collective impact of the 
interrelated efforts is creating synergy and improving performance in the goal areas. 
 
Logic Model and/or Change Model 
A logic model or change model may be developed relatively early in the actual planning process and can 
ŦǊŀƳŜ ǘƘŜ ŎƻƴǘŜȄǘ ƻŦ ǘƘŜ {Lt ŀƴŘ ŜǾƻƭǾŜ ƻǾŜǊ ǘƛƳŜ ŀǎ ǘƘŜ ǘŜŀƳ ƴŀǊǊƻǿǎ ƛƴ ƻƴ ΨǿƘŀǘΩǎ ƛƴ ŀƴŘ ǿƘŀǘΩǎ ƻǳǘΩ 
of the plan.    
 
.ȅ ǘƘŜ ǘƛƳŜ ǘƘŜ Ǉƭŀƴ ƛǎ ŎƻƳǇƭŜǘŜΣ ǘƘŜ ƭƻƎƛŎ ƳƻŘŜƭ ǿƛƭƭ Ŧǳƭƭȅ ƳŀǇ ƻǳǘ ǘƘŜ ǇƭŀƴΩǎ ǎǘǊŀǘŜƎƛŜǎ ǿƛǘƘƛƴ ǘƘŜ ǎŎƻǇŜ 
ƻŦ ǘƘŜ ǎȅǎǘŜƳΣ ŀƴŘ Ƙƻǿ ǘƘŜȅ ǿƻǊƪ ǘƻǿŀǊŘǎ ŀŎƘƛŜǾƛƴƎ ǘƘŜ ǇƭŀƴΩǎ Ǝƻŀƭǎ ŀƴŘ ǎǇŜŎƛŦƛŎ ƳŜŀǎǳǊŀōƭŜ ƻǳǘŎƻƳŜǎΦ 
A logic model can transform from a tool used for planning to a tool used for communicating the plan 
and tracking implementation.  
 
Roles 
Articulating in bǊƻŀŘ ǎǘǊƻƪŜǎ ǘƘƻǎŜ ƛƴǾƻƭǾŜŘ ƛƴ ŎŀǊǊȅƛƴƎ ƻǳǘ ǘƘŜ ǇƭŀƴΩǎ ǎǘǊŀǘŜƎƛŜǎ ƛǎ ƪŜȅ ǘƻ ŘŜƳƻƴǎǘǊŀǘƛƴƎ 
that the breadth and depth of the plan is well supported. Specific roles may be further delineated as 
strategies are elaborated in the plan, and even more so in accompanying implementation materials like 
Action Plans. 
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 B.1  3.1 Tip Sheet - Strategic Plan Charter Components 

The Strategic Plan Charter is a document that is prepared by the Project Manager/Project Team and 
approved by the sponsor that formally documents the authorization to conduct the strategic plan, 
authorizes use of resources to develop the plan, and identifies the strategic plan Lead. 
 
Key Components of a Project Charter 
 
Context 

¶ Defines problem statement or opportunity at hand 

¶ Includes relationship to Strategic Plan and to other SIPs 

¶ Identifies interdependent issues, including potential impact on equity and social justice  
 
Objectives 

¶ Desired outcomes 

¶ Definition of success  
 
Scope and limitations 

¶ Outline role of County in addressing the SIP 

¶ Boundaries of what the SIP Plan will and will not address  
 
Preliminary roles and responsibilities 

¶ Sponsors 

¶ SIP Plan team lead 

¶ Core team 

¶ Stakeholder groups 
 
Assumptions 

¶ Factors that were taken into consideration that could impact the SIP Plan process 
 
Preliminary risk and opportunity identification 

¶ Known risks and opportunities to the SIP Plan process 

¶ How to manage those risks and opportunities (such as avoid, mitigate, leverage) 
 
Preliminary schedule   

¶ Progress reporting 

¶ Phases of work 

¶ Key milestones 
 
Resources   

¶ Budget (including information on when budget is available) 

¶ Funding sources 

¶ Staffing 

¶ Consultant support 

¶ Resource gaps 
 
Approvals and Signatures 
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 B.2  3.1 Example ɀ HHP Integration Project Charter 

 
(Note, this was a very complex charter and required a significant amount  of pre 
work and coordiantion amongst the stakeholders and sponsors ï the charter 
reflects this. Not all charters will require this many sections of narrative) 
 
 January 17, 2013 

 

PROJECT CHARTER: Health and Human Services Integration 
 (Motion 13768 and Proviso Responses) 

A. Context 

¶ The King County Strategic Plan calls for King County to provide equitable opportunities 
for all individuals to realize their full potential, in part by ensuring a network of 
integrated and effective health and human services is available to our community.  

¶ ! 5ŜŎŜƳōŜǊ нлмн άǎŎƻǇƛƴƎέ ǇǊƻŎŜǎǎ ōȅ ƭŜŀŘŜǊǎƘƛp identified seven1 time-sensitive 
priorities for 2013 that warranted careful tracking to assure tight coordination, 
accountability, and success.  

¶ This Charter, for internal county use, lays out the objectives, structure, milestones, and 
roles associated with two of those seven priorities:   # 1 (Motion Response) and # 2 
(Proviso Response). 

¶ The Motion and Proviso activities fall under the same charter because the outcome of 
the Motion should inform the response to the Proviso, and staffing and communication 
strategies are linked. 

¶ Once completed, the work under this Charter related to the Motion will be incorporated 
in the 2013 Health and Human Potential (HHP) Goal Plan.  The Integration Sponsors will 
oversee the development of the goal plan which is an opportunity to propose revisions 
to HHP objectives and strategies, update performance measures, set performance 
targets (where appropriate), and identify emerging priorities and next steps for 
advancing HHP outcomes. 

B. Objectives 

(1) Integration plan (Motion Response).  Develop a plan for an integrated, accountable and 
sustainably funded system of health and human services that supports all individuals in King 
County in realizing their full potential; and 

                                                           
 
1 (1) Motion 13768 Response; (2) Budget Proviso Response regarding PHSKC and DCHS organization; (3) 
Coverage and Capacity; (4) High Risk Population System Design; (5) MIDD Prioritization; (6) Integration 
pilot ς North/Neighborcare; and (7) Hospital Community Benefit coordination.  Priorities 3-7 have 
separate workplans. 


























































